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A B S T R A C T  
A l l i a n c e  a n d  r e l a t i o n s h i p  p r o j e c t s  a r e  i n c r e a s i n g  
i n  n u m b e r  a n d  r e p r e s e n t  a  l a r g e  p o o l  o f  w o r k .  T o  
b e  s u c c e s s f u l  r e l a t i o n s h i p  s t y l e  c o n t r a c t s  d e p e n d  
o n  s o f t - d o l l a r  f a c t o r s ,  p a r t i c u l a r l y  t h e  p a r t i c i p a n t s '  
a b i l i t y  t o  w o r k  t o g e t h e r  w i t h i n  a n  a g r e e d  
f r a m e w o r k ,  g e n e r a l l y  t h e y  a r e  n o t  b a s e d  o n  l o w  
b i d  t e n d e r i n g .  P a r t i c i p a n t s  s h o u l d  b e  p r e p a r e d  t o  
d o  b u s i n e s s  i n  a n  o p e n  e n v i r o n m e n t  b a s e d  o n  
t r u s t  a n d  m u t u a l l y  a g r e e d  g o v e r n a n c e .  T h e  
r e s e a r c h  e v a l u a t e s  r e l a t i o n s h i p  m a i n t e n a n c e  i n  
t h e  i m p l e m e n t a t i o n  p h a s e  o f  c o n s t r u c t i o n  
a l l i a n c e s  - a  p a r t i c u l a r  d e r i v a t i v e  o f  r e l a t i o n s h i p  
s t y l e  c o n t r a c t s .  T o  d e t e r m i n e  t h e  f a c t o r s  t h a t  
c o n t r i b u t e  t o  r e l a t i o n s h i p  m a i n t e n a n c e  f o r t y - n i n e  
e x p e r i e n c e d  A u s t r a l i a n  a l l i a n c e  p r o j e c t  
m a n a g e r s  w e r e  i n t e r v i e w e d .  T h e  m a i n  f i n d i n g s  
w e r e ;  t h e  d e v e l o p m e n t  o f  r e l a t i o n s h i p s  e a r l y  i n  
t h e  p r o j e c t  f o r m  b u i l d i n g  b l o c k s  o f  s u c c e s s  f r o m  
w h i c h  r e l a t i o n s h i p s  a r e  m a i n t a i n e d  a n d  p r o j e c t  
v a l u e  a d d e d ;  q u a l i t y  f a c i l i t a t i o n  p l a y s  a n  
i m p o r t a n t  p a r t  i n  r e l a t i o n s h i p  m a i n t e n a n c e  a n d  a  
h y b r i d  o r g a n i s a t i o n  c r e a t e d  a s  a  r e s u l t  o f  a l l i a n c e  
d e v e l o p m e n t  o v e r c o m e s  d e s t r u c t i v e  
o r g a n i s a t i o n a l  b o u n d a r i e s .  R e l a t i o n s h i p  
m a i n t e n a n c e  i s  i n t e g r a l  t o  a l l i a n c e  p r o j e c t  c o n t r o l  
a n d  f a i l u r e  t o  f o r m a l i s e  i t  a n d  p a y  a t t e n t i o n  t o  
p r o c e s s  a n d  p a s t  o u t c o m e s  w i l l  u n d e r m i n e  a n  
a l l i a n c e  p r o j e c t ' s  p o t e n t i a l  f o r  s u c c e s s .  
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R E L A T I O N S H I P  C O N T R A C T I N G  
A l l i a n c e  a n d  r e l a t i o n s h i p  p r o j e c t s  a r e  i n c r e a s i n g  
i n  n u m b e r  a n d  r e p r e s e n t  a  l a r g e  p o o l  o f  w o r k ,  f o r  
e x a m p l e  D a v i s  ( 2 0 0 t J )  c a t a l o g u e d  t h i r t y - f o u r  
A u s t r a l i a n  r e l a t i o n s h i p  s t y l e  p r o j e c t s  w i t h  a n  
a v e r a g e  v a l u e  o f  $ 1 5 0  m i l l i o n .  S p e c i f i c  
n o t e w o r t h y  e x a m p l e s  a r e  t h e  N a t i o n a l  M u s e u m  
o f  A u s t r a l i a  p r o j e c t  w i t h  a  t o t a l  b u d g e t  o f  
A $ 1 5 5 . 4  m i l l i o n  ( W a l k e r  a n d  H a m p s o n  2 0 0 3 ) ,  
t h e  W A 2 1  A l l i a n c e  p r o j e c t  i n  W e s t e r n  A u s t r a l i a  
w i t h  a  t o t a l  b u d g e t  o f  A $ 1 5 0  m i l l i o n  ( W h i t e l e y  
2 0 0 4 ;  W h i t e l e y  2 0 0 4 )  a n d  S y d n e y ' s  N o r t h s i d e  
S t o r a g e  T u n n e l  p r o j e c t  h a v i n g  a  t o t a l  b u d g e t  
e x c e e d i n g  A $ 4 6 0  m i l l i o n .  
T h e  d i f f e r e n c e s  b e t w e e n  r e l a t i o n s h i p  a n d  
t r a d i t i o n a l  p r o c u r e m e n t  i s  w e l l  d o c u m e n t e d  
( D a v i s  a n d  W a l k e r  2 0 0 3 )  a n d  h i g h l i g h t s  t h r e e  
f a c t o r s  t h a t  s h o u l d  b e  p r e s e n t  f o r  a  r e l a t i o n s h i p  
s t y l e  c o n t r a c t  t o  b e  s u c c e s s f u l  ( H u t c h i n s o n  a n d  
K n i s e l y  1 9 9 9 ;  H u t c h i n s o n  a n d  G a l l a g h e r  2 0 0 3 ;  
R o s s  2 0 0 3 ;  D a v i s  2 0 0 5 ) .  T h e  f i r s t  i s  a l i g n m e n t  o f  
o b j e c t i v e s  t h r o u g h  s c o p e  d e v e l o p m e n t ,  t a r g e t e d  
r e l a t i o n s h i p s  a n d  t r u s t  b u i l d i n g  ( K u b a l  1 9 9 4 ;  
P a s c a l e  a n d  S a n d e r s  1 9 9 7 )  ( K u b a l  1 9 9 4 ;  A l l e n  
1 9 9 5 ;  P a s c a l e  a n d  S a n d e r s  1 9 9 7 ;  B o y d  a n d  
B r o w n i n g  1 9 9 8 ) .  C o n t e m p o r a r y  r e s e a r c h  o n  
r e l a t i o n s h i p  p r o c u r e m e n t  s u g g e s t s  a  f o c u s  o n  
w i n - w i n  s o l u t i o n s ,  t h a t  d r i v e  t h e  t e a m  t o w a r d  
c o l l a b o r a t i o n  r a t h e r  t h a n  a d v e r s a r i a l  b e h a v i o u r s  
a n d  a  v i e w  t o w a r d  s h a r e d  a n d  m u t u a l l y  a g r e e d  
g o a l s  t h a t  p r o v i d e s  u n d e r p i n n i n g  s y n e r g i e s .  
T h e s e  t e r m s ,  w h i l s t  n o t  e x p l i c i t  i n  c o n t r a c t  
d o c u m e n t s  d e v e l o p e d  f o r  a l l i a n c e  p r o j e c t s  f o r  
e x a m p l e ,  d o  f o r m  a n  i m p l i c i t  u n d e r p i n n i n g  t h e m e  
( H o l l i n g s w o r t h  1 9 8 8 ;  H u t c h i n s o n  a n d  G a l l a g h e r  
2 0 0 3 ) .  B e n c h m a r k  d o c u m e n t s  t h a t  h a v e  
c a p t u r e d  a  c h a n g e  i n  c o n t r a c t i n g  s t r a t e g i e s  
a d v o c a t e  t h e  u s e  o f  r e l a t i o n s h i p  t y p e  s t r a t e g i e s  
( L a t h a m  1 9 9 4 ;  E g a n  1 9 9 8 ) .  T h e s e  d o c u m e n t s ,  
w h e n  c o m p a r e d  w i t h  m o r e  r e c e n t  t e x t s  t h a t  
d i s c u s s  r e l a t i o n s h i p  b a s e d  p r o c u r e m e n t ,  s h o w  
w h e r e  e n h a n c e d  v a l u e  i s  p r o v i d e d  t o  p r o j e c t  
p a r t i c i p a n t s  i n  a  R C  e n v i r o n m e n t  ( K e n i g e r  a n d  
W a l k e r  2 0 0 3 ) .  T h e  t h i r d  f a c t o r  f o r  a  s u c c e s s f u l  
a l l i a n c e  i s  r i s k  a l l o c a t i o n  a n d  a l l o t t e d  c o m m e r c i a l  
i n c e n t i v e s  ( S c o t t  1 9 9 3 ;  F e l l o w s  1 9 9 8 ;  K P M G  
L e g a l  1 9 9 8 ) .  B y  c o o p e r a t i n g ,  t h e  p a r t i c i p a n t s  
a i m  t o  r e d u c e  o v e r a l l  p r o j e c t  c o s t s ,  s h a r e  p r o j e c t  
r i s k  a n d  r e w a r d  a n d  i n c r e a s e  m u t u a l  p r o f i t s  
( A l l e n  1 9 9 5 ;  D a s  a n d  T e n g  1 9 9 8 ;  K P M G  L e g a l  
1 9 9 8 ;  H u t c h i n s o n  a n d  G a l l a g h e r  2 0 0 3 ;  R o s s  
2 0 0 3 ;  W h i t e l e y  2 0 0 4 ) .  R e s e a r c h  a n d  p r a c t i c e  
h a s  s h o w n  t h a t  r e l a t i o n s h i p  s t y l e  p r o j e c t s  a r e  n o t  
b a s e d  o n  l o w - b i d  t e n d e r i n g .  A w k w a r d  i s s u e s  
s u c h  a s  p r i c e  a n d  c h a n g e  t o  t h e  s c o p e  a r e  
a c c o u n t e d  f o r  b y  p a r t i c i p a n t s  a t  t h e  e a r l i e s t  
o p p o r t u n i t y  ( K u b a l  1 9 9 4 ;  A l l e n  1 9 9 5 ;  P a s c a l e  
a n d  S a n d e r s  1 9 9 7 ;  K P M G  L e g a l  1 9 9 8 ;  W a l k e r ,  
H a m p s o n  e t  a l .  2 0 0 0 ) .  
T h e s e  t h r e e  f a c t o r s  a r e  f o u n d e d  o n ;  t r u s t ,  
c o o p e r a t i v e  r a t h e r  t h a n  a d v e r s a r i a l  r e l a t i o n s h i p s ,  
c o l l a b o r a t i o n  r a t h e r  t h a n  c o m p e t i t i o n ,  p r o b l e m  
s o l v i n g  a n d  i n n o v a t i o n  r a t h e r  t h a n  s a n c t i o n s  o r  
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contractual penalties (Boyd and Browning 1998; 
Davis 2005). Most importantly, an understanding 
of relationship maintenance is required. 
RELATIONSHIP DEVELOPMENTI 
MAINTENANCE 
Relationship maintenance is an outcome of an 
evolving, incrementally redefined relationship 
development (RD) strategy that changes the 
context in which people act (Ford, Hakansson et 
al. 1985; Dwyer, Schurr et al. 1987; Wilson 1995; 
Pascale and Sanders 1997; Ford 1998; 
Thompson and Sanders 1998; Donaldson and 
O'Toole 2001; Walker and Hampson 2003). 
Author Sector Phase 1 2 
Table 1 identifies several authors who have 
endeavoured to capture RD in a sequential 
manner within (up to) five phases. For 
expediency three phases are captured in a 
conceptual model and represented under 
generic headings; Assessment, Commitment 
(both low-lighted) and Enduring (highlighted). 
The three phases in are founded on the literature 
abstracted in Table 1. The focus of the paper is 
Relationship Maint~nance, accordingly a brief 
discussion on Assessment and Commitment 
follows. This is supported by further 
comprehensive review of the Maintenance phase 
of relationship development. 
3 4 5 
Wilson Business Partner Purpose Boundary Value Relationship 
(1995) markets selection definition setting creation mainten-
ance 
Pascale Outsourcing Internal Partner Relationship Project Work 
(1997) services alignment selection alignment alignment process 
alignment 
Thompson Construct-ion Cooperation Collabora- Coales-
& Sanders industry tion cence 
(1998) 
Donaldson Strategic Initial Lock-in Institutionali Dissolution 
et al. (2001) business contact sation 
perspective 
Ford (1998) Business Awareness Exploration Expansion Commitment 
interdep-
endencies 
Boddy, Manufact- Emerge Evolve Grow Dissolve 
Macbeth uring supply 
and Wagner chains 
(2000) 
Dwyer, Marketing Awareness Exploration Expansion Commitment Dissolution 
Schurr and exchange 
oh (1987) 
Table 1 Foundation of Relationship Development! Maintenance 
ASSESSMENT AND COMMITMENT PHASES 
In the assessment phase individual parties are 
not exclusively committed to one another and 
guarded exchanges of information take place 
that exhibit limited degrees of trust. Trust will 
increase as a consequence of perceived 
investments of an economic or social nature. 
They may be product or person related, 
designed to add project value. Comparison with 
alternative potential relationships may take place, 
but eventually a decision based on limited 
information available will allow continuation to 
the commitment phase. From these phases a 
focus on the enduring or maintenance phase will 
develop a successful outcome. 
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ENDURINGI MAINTENANCE PHASE 
As the participants within the proposed 
relationship become more particular, their 
outcome begins to impact more significantly on 
other organisational interactions (Ford, 
Hakansson et al. 1985). Wilson (1995) refers to 
a 'hybrid team' to describe the participants in the 
RD process that commence to acquire 
communal assets. They begin to become more 
interdependent (Dwyer, Schurr et al. 1987) and 
organisational lines disappear (Thompson and 
Sanders 1998). Knowledge of norms and values 
of associated participants is acquired (Ford 
1982). Dwyer, Schurr and Oh (1987) indicate 
that when exemplary exchange takes place 
surpassing expectations, attractiveness 
i n c r e a s e s  t h e r e b y  e n h a n c i n g  g o a l  c o n g r u e n c e  
a n d  c o o p e r a t i v e n e s s .  I n f o r m a l  r u l e s  c r e a t e d  i n  
t h e  t e a m  e s t a b l i s h  g o v e r n a n c e  w i t h i n  t h e  
s t r u c t u r e  o f  t h e  r e l a t i o n s h i p  ( W i l s o n  1 9 9 5 ) .  
O r g a n i s a t i o n s  a l t e r  t h e i r  p r o c e d u r e s  a n d  m a k e  
i n f o r m a l  a d a p t a t i o n s  ( F o r d  1 9 8 2 ) .  T h e s e  
r e c i p r o c a l  a d a p t a t i o n s  o f t e n  i n v o l v e  c o s t  a n d  
b i n d  t h e  p a r t i c i p a n t s  t o g e t h e r ,  a s  a s s e t  s p e c i f i c  
r e s o u r c e s  a r e  d i f f i c u l t  t o  t r a n s f e r  t o  o t h e r  u s e s .  
A  t h e o r e t i c a l  m o d e l  o f  r e l a t i o n s h i p  d e v e l o p m e n t  
i s  p r o p o s e d  u s i n g  r e l a t i o n s h i p  m a r k e t i n g  
l i t e r a t u r e  f r o m  v a r i o u s  i n d u s t r y  s e c t o r s  o t h e r  t h a n  
c o n s t r u c t i o n .  T h e  m o d e l  i s  f o u n d e d  o n  a n a l y s i s  
o f  s i m i l a r i t i e s  b e t w e e n  t h e  v a r i o u s  p h a s e s  
p r o p o s e d  b y  p a r t i c u l a r  w r i t e r s  ( T a b l e  1 ) .  T h e s e  
w r i t e r s  a r g u e  t h a t  r e l a t i o n s h i p s  e m e r g e  
i n c r e m e n t a l l y  i n  p h a s e s  a n d  d e f i n e  l e a r n i n g  t h a t  
w i l l  s u b s e q u e n t l y  e m e r g e  i n  t h e  m a i n t e n a n c e  
p h a s e  o f  a  r e l a t i o n s h i p  t y p e  o f  c o n t r a c t  ( W i l s o n  
1 9 9 5 ;  P a s c a l e  a n d  S a n d e r s  1 9 9 7 ;  F o r d  1 9 9 8 ;  
T h o m p s o n  a n d  S a n d e r s  1 9 9 8 ;  D o n a l d s o n  a n d  
O ' T o o l e  2 0 0 1 ) .  
T h e  p r o c e s s  o f  d e v e l o p i n g  r e l a t i o n s h i p s  d r a w s  
t o g e t h e r  m a n y  f a c e t s  f r o m  i n i t i a l  s t r a t e g y ,  
t h r o u g h  c o m m i t m e n t  t o  d u r a b i l i t y  a n d  f i n a l l y  
e n d u r i n g  r e l a t i o n s h i p  q u a l i t y .  T h e s e  t h r e e  
p h a s e s  a r e  n o t  m u t u a l l y  e x c l u s i v e  a n d  e a c h  
r e p r e s e n t s  a  c o l l e c t i o n  o f  i t e r a t i v e  m a c r o  
p r o c e s s e s .  T h e  b o u n d a r i e s  r e f e r r e d  t o  i n  t h e  
p h a s e s  o f  r e l a t i o n s h i p  d e v e l o p m e n t  a r e  i n d i s t i n c t  
a n d  d e p e n d e n t  o n  s u p p l y  c h a i n  a c t i v i t i e s ;  t h e y  
m a y  c h a n g e  w i t h  i n d i v i d u a l  r e l a t i o n s h i p s ,  f o r  
e x a m p l e  A r a u j o ,  D u b o i s  &  G a d d e  ( 1 9 9 9 )  
p r o p o s e  f o u r  i n t e r f a c e s  f r o m  s t a n d a r d i s e d ,  
t h r o u g h  s p e c i f i e d  a n d  t r a n s l a t i o n a l  t o  i n t e r a c t i v e .  
T h e s e  f o u r  c a t e g o r i e s  o f  i n t e r f a c e s  b a l a n c e  t h e  
c o s t s  a n d  b e n e f i t s  o f  e s t a b l i s h i n g  a n d  
m a i n t a i n i n g  r e l a t i o n s h i p s .  A  f u r t h e r  a s p e c t  
k n o w n  a s  b o u n d a r y  p e n e t r a t i o n  ( t h e  d e g r e e  
e a c h  p a r t n e r  o r g a n i s a t i o n  o v e r l a p s  t h e  o t h e r  i n  a  
j o i n t  a c t i o n ) ,  s e r v e s  t o  r e d u c e  a  s i l o  e f f e c t  o r  
p a r t i c i p a n t  p a r t i t i o n i n g  i n  t h e  s u p p l y  c h a i n  ( H e i d e  
a n d  J o h n  1 9 9 0 ) .  A c c o r d i n g l y  e a c h  p h a s e  
i n t e r a c t s  w i t h  s u b s e q u e n t  p h a s e s  t h r o u g h  
s e a m l e s s  b o u n d a r i e s  t h a t  a r e  p u n c t u a t e d  w i t h  
i n c r e m e n t a l  r e l a t i o n s h i p  i n v e s t m e n t s .  
T h e  b a l a n c e  o f  t h i s  p a p e r  w i l l :  t e s t  t h e  e n d u r i n g  
( m a i n t e n a n c e )  p h a s e  o f  a  t h e o r e t i c a l  m o d e l  
d e s c r i b e d  w i t h i n  a l l i a n c e  p r o j e c t s ;  a n d  s h o w  a  
c o n c e p t u a l  f i t  o f  r e l a t i o n s h i p  m a i n t e n a n c e  
a p p r o p r i a t e  f o r  c o m p l e x  c o n s t r u c t i o n  
p r o c u r e m e n t .  
M E T H O D  A N D  R E S E A R C H  D E S I G N  
T o  t e s t  t h e  t h e o r e t i c a l  R D  m o d e l  a  s n o w b a l l  
s a m p l e  o f  f o r t y - n i n e  p r o j e c t  m a n a g e r s  
e x p e r i e n c e d  w i t h  a l l i a n c e  p r o j e c t s  w e r e  
i n t e r v i e w e d  u s i n g  a  s e m i - s t r u c t u r e d  i n s t r u m e n t  
( S a r a n t a k o s  1 9 9 3 ;  1 9 9 6 ;  B u r n s  2 0 0 0 ;  C o l l i s  a n d  
H u s s e y  2 0 0 3 ) .  T h e  s t r a t i f i c a t i o n  o f  r e s p o n d e n t s  
w a s  t y p i c a l  o f  p a r t i e s  i n v o l v e d  w i t h  a l l i a n c e  
p r o j e c t s .  I t  w a s  b a l a n c e d  a c r o s s  t h e  c o n s t r u c t i o n  
s e c t o r  c o m p r i s i n g ;  c o n s u l t i n g  e n g i n e e r s ,  
c o n s u l t i n g  p r o j e c t  m a n a g e r s ,  c o n t r a c t o r s ,  a n d  
c l i e n t  r e p r e s e n t a t i v e s .  T h e  f o c u s  o f  t h e  d a t a  
c o l l e c t i o n  w a s  d i r e c t e d  t o w a r d  i n d i v i d u a l  
c o n s t r u c t i o n  m a n a g e r s  a n d  h o w  t h e i r  
r e l a t i o n s h i p s  w e r e  m a i n t a i n e d  w i t h i n  a n  a l l i a n c e  
s e t t i n g .  
T h e  c o n t e x t  a n d  c o n t e n t  o f  t h e  i n t e r v i e w  
i n s t r u m e n t  w e r e  f o u n d e d  o n  t w o  i n d e p e n d e n t  
s u r v e y s ;  a  q u a n t i t a t i v e  m a i l  s u r v e y  t o  8 9 8  
c o n s t r u c t i o n  p e r s o n n e l  i n  W A  t h a t  s o u g h t  t o  
d e t e r m i n e  t h e  i n f l u e n c e  o f ;  t r u s t ,  c o m m i t m e n t  
a n d  m u t u a l  g o a l s  w i t h  r e g a r d  t o  R D ;  a n d  a  c a s e  
b a s e d  s t u d y  t h a t  e v a l u a t e d  t h e  d e v e l o p m e n t  
w o r k s h o p s  o f  f o u r  c o n t e m p o r a r y  A u s t r a l i a n  
a l l i a n c e  p r o j e c t s  ( D a v i s  2 0 0 5 ) .  
T h e  i n t e r v i e w  i n s t r u m e n t  w a s  d e s i g n e d  t o  
a s s e s s  p r o c e s s e s  a n d  i n t e r a c t i o n s  t h a t  s u p p o r t  
r e l a t i o n s h i p  m a i n t e n a n c e .  I t  a l s o  a s s e s s e d  t h e  
a f f e c t  t h a t  k e y  v a r i a b l e s  f o u n d  a s s o c i a t e d  w i t h  
r e l a t i o n s h i p  b u i l d i n g  h a d  o n  a l l i a n c e  p r o j e c t s  
p a r t i C i p a n t s .  I t  w a s  a n a l y s e d  u s i n g  f o u r - s t a g e  
t y p o l o g y  a n a l y s i s ,  ( t r a n s c r i b i n g ,  a n a l y s i n g ;  
g e n e r a l i s a t i o n  a n d  c o n t r o l ) .  I n  a d d i t i o n  o t h e r  
u n s t r u c t u r e d  m e t h o d s  w e r e  u s e d  t o  r e d u c e  t h e  
e x p a n s i v e  d a t a  t o  m e a n i n g f u l  c o n t e n t  ( S t e w a r t  
a n d  S h a m d a s a n i  1 9 9 0 ;  T e s c h  1 9 9 0 ;  R o b s o n  
1 9 9 3 ) .  
T H R E E - S T A G E  A L L I A N C E  R E L A T I O N S H I P  
M O D E L  
A  t h r e e - s t a g e  a l l i a n c e  r e l a t i o n s h i p  m o d e l  
d r a w i n g  o n  k e y  p a p e r s  a n d  f o r t y - n i n e  i n t e r v i e w s  
f o c u s i n g  o n  r e l a t i o n s h i p  m a i n t e n a n c e  i s  s h o w n  
( F o r d ,  H a k a n s s o n  e t  a l .  1 9 8 5 ;  D w y e r ,  S c h u r r  e t  
a l .  1 9 8 7 ;  W i l s o n  1 9 9 5 ;  P a s c a l e  a n d  S a n d e r s  
1 9 9 7 ;  F o r d  1 9 9 8 ;  T h o m p s o n  a n d  S a n d e r s  1 9 9 8 ;  
D o n a l d s o n  a n d  O ' T o o l e  2 0 0 1 ;  W a l k e r  a n d  
H a m p s o n  2 0 0 3 ) .  
F r o m  t h e  i n t e r v i e w s  t h a t  c o v e r e d  r e l a t i o n s h i p  
d e v e l o p m e n t  i t  i s  a p p a r e n t  t h a t  t h e  a s s e s s m e n t  
a n d  c o m m i t m e n t  p h a s e  a r e  t h e  b u i l d i n g  b l o c k s  
f r o m  w h i c h  a n  e n d u r i n g  ( m a i n t e n a n c e )  p h a s e  i s  
f o r g e d .  T h e s e  b u i l d i n g  b l o c k s  a r e  i d e n t i f i e d  i n  a s  
l o w  l i g h t e d  p h a s e s  o f  t h e  r e l a t i o n s h i p  
m a i n t e n a n c e  m o d e l .  
I n  t h e  m a i n t e n a n c e  s t a g e  o f  a  r e l a t i o n s h i p ,  
e n d u r i n g  s t r o n g  t i e s  a r e  f o u n d e d  u p o n  
c o m m i t m e n t  ( t e c h n i c a l ,  s o c i a l  a n d  k n o w l e d g e  
b o n d s ) .  T h e s e  b o n d s  a r e  m a n i f e s t  i n  a n  a l l i a n c e  
a s :  p r o c e s s  ( o f  t h e  w o r k s h o p s ) ,  a t t r i b u t e s  ( o f  
r e l a t i o n s h i p  d e v e l o p m e n t  i . e .  t r u s t  b u i l d i n g ) ,  
T h e  A u s t r a l a s i a n  J o u r n a l  o f  C o n s t r u c t i o n  E c o n o m i c s  a n d  B u i l d i n g  [ V o l l ,  N o  2 1  3 9  
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Figure 3 Three stage alliance relationship model 
outcome (that leads to the enduring phase of the 
relationship) and interrelationships (both 
individual and organisational) (Davis 2005). 
Regular evaluations, often facilitated, are in 
place to ensure maintenance of the relationship 
quality. Reliability, informality and 
trustworthiness are the outcome of these bonds 
and are described as relationship quality (RQ) 
(Arino, Torre et al. 2005). RQ cannot be bought 
and is not readily available to competition in the 
market place; however it augments the 
competitiveness of an organisation through its 
continual reuse in the enduring relationship. 
Respondents placed a good deal of 
responsibility on facilitators to help develop and 
analyse behaviors in the early phases of the 
relationship. The respondents suggested that all 
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alliance projects benefit from somebody with 
people skills able to provide facilitation, initiate 
particular interventions and sense "Where the 
heat [disagreemenU misalignment] is coming into 
some of the relationships [and enabling it to be 
dissipated] ." (R20). Clients expect their 
facilitators to put the non client participants to 
"the test" and ensure correct behaviors in accord 
with their alliance principles. They seemingly had 
no desire to revert to adversarial relationships. 
Particular activities also assisted in the early 
phases. Several mentioned a social function, as 
an example; "After a long hard day of 
considerable pressure there was the opportunity 
to build on connections that were touched on in 
the activities through the day." It was suggested 
that any reserve that may have been in place 
d u e  t o  p e r c e i v e d  c o m p e t i t i o n  w o u l d  d i s a p p e a r  a s  
p a r t i c i p a n t s  w e r e  c a r e f u l l y  b r o u g h t  o u t  o f  t h e i r  
' b u s i n e s s  a s  u s u a l '  m i n d s e t .  E x p e r i e n c e d  
f a c i l i t a t o r s  w o u l d  u s e  e x a m p l e s  a n d  d r a w  o n  
p a r t i c i p a n t s '  e x p e r i e n c e  a n d  e x p e r t i s e  o n  o t h e r  
p r o j e c t s  t o  d o  t h i s .  F a c i l i t a t o r s  w e r e  s a i d  t o  h a v e  
a n  e n o r m o u s  i m p a c t  o n  r e l a t i o n s h i p  
d e v e l o p m e n t  p r o c e s s e s  a n d  w e r e  u s e d  t o  d e l i v e r  
a  f a i r  w o r k s h o p  o u t c o m e  t h a t  w a s  b a l a n c e d  a n d  
o b j e c t i v e .  A l l  r e s p o n d e n t s  m a d e  u s e  o f  
f a c i l i t a t o r s .  I t  w a s  a p p a r e n t  t h a t  t h e  s a m p l e  
r e c o g n i z e d  t h e i r  o w n  p a r t i c u l a r  s h o r t c o m i n g s  
a n d  u s e d  f a c i l i t a t i o n  t o  o v e r c o m e  t h e m .  
A b s o r p t i v e  c a p a c i t y  i s  a  t e r m  t o  d e s c r i b e  t h e  
a c c e p t a n c e  o f  n e w  k n o w l e d g e  w h i c h  i n c l u d e s  a  
p r o p e n s i t y  t o w a r d  o p e n n e s s  a n d  t o l e r a n c e  o f  
m i s t a k e s  ( C o h e n  a n d  L e v i n t h a l  1 9 9 0 ) .  A  h i s t o r y  
o f  g a m e b r e a k i n g  i d e a s  s u g g e s t s  a b s o r p t i v e  
c a p a c i t y  i s  i m p o r t a n t  t o  t h e  m a i n t e n a n c e  s t a g e  o f  
a n  a l l i a n c e .  P e o p l e  t h a t  h a v e  a n  a b i l i t y  t o  n o t e  
a n  o p p o r t u n i t y  o f  a n  i d e a  t r a n s f e r r e d  f r o m  o n e  
d i s c i p l i n e  t o  a n o t h e r  a r e  u s e f u l  t o  t h e  r e l a t i o n s h i p  
a t  h i s  s t a g e .  F o r  e x a m p l e ,  i n  o n e  o f  t h e  p r o j e c t s  
d i s c u s s e d  b y  t h e  r e s p o n d e n t s  s e v e r a l  w e r e  a b l e  
t o  c i t e  a n  e x a m p l e  o f  t e c h n o l o g y  t r a n s f e r  o f  a  
s i g n i f i c a n t  n a t u r e  t h a t  w a s  i n d e e d  g a m e b r e a k i n g .  
I n t e r v i e w e e s  s p o k e  o f  c o m m i t m e n t  t o  p a r t i c u l a r  
p r o j e c t  b e n c h m a r k s  a s  l e a d  i n d i c a t o r s .  T h e r e  
w a s  a  c o n s c i o u s  e f f o r t  n o t  t o  u t i l i z e  l a g g i n g  
i n d i c a t o r s  b a s e d  o n  p a s t  e f f o r t .  T h e y  r e f e r r e d  t o  
k n o w l e d g e  m a n a g e m e n t  a n d  k n o w l e d g e  t r a n s f e r  
t h a t  i s  t y p i c a l  i n  a n  a l l i a n c e  p r o j e c t  a s  i n d i c a t o r s  
o f  r e l a t i o n s h i p  m a i n t e n a n c e .  I t  w a s  s a i d  t h a t  t h e  
a l l i a n c e  c r e a t e s  a  " k n o w l e d g e  b a n k "  t h a t  i s  h e l d  
b y  t h e i r  j o i n t  v e n t u r e .  F o r  e x a m p l e ,  p a r t i c u l a r  
p r o b l e m s  t h a t  h a v e  o c c u r r e d  e l s e w h e r e  c a n  b e  
r e v i s i t e d  a n d  a v o i d e d  o n  a  c u r r e n t  p r o j e c t .  I n  t h i s  
s t a g e  o f  t h e  r e l a t i o n s h i p  o r g a n i s a t i o n a l  l e a r n i n g  
c o m e s  t o  a  p e a k  a n d  t h e r e  i s  n o  r e l u c t a n c e  t o  
p r o v i d e  i n f o r m a t i o n  i n  t h e  r e l a t i o n s h i p .  
T h e  t h i r d  s t a g e  o f  r e l a t i o n s h i p  d e v e l o p m e n t  w a s  
r e f e r r e d  t o  i n  t h e  l i t e r a t u r e  a s  e n d u r i n g .  A s  
i n d i c a t e d ,  t h e  r e l a t i o n s h i p  w o u l d  b e  i n  a  s t a g e  o f  
m a t u r i t y .  I n d i s t i n c t  o r g a n i s a t i o n a l  a n d  s o c i a l  
b o u n d a r i e s  w o u l d  b e c o m e  l e s s  e v i d e n t  a s  
b o u n d a r y  p e n e t r a t i o n  o f  p a r t i c i p a n t s  c r e a t e s  a  
h y b r i d  t e a m  t h a t  i s  t o  b e  i n  p l a c e  f o r  t h e  d u r a t i o n  
o f  t h e  p r o j e c t  ( W i l s o n  1 9 9 5 ) .  I n  t h e  i n t e r v i e w s  
o v e r  t w e n t y  p e r c e n t  o f  t h e  r e s p o n d e n t s  r e f e r r e d  
t o  t h e  i n t e g r a t e d  n a t u r e  o f  t h e  t e a m  a n d  t h e  f a c t  
t h a t  i n  t h e  m a i n t e n a n c e  p h a s e  o f  t h e  a l l i a n c e  
p r o c e s s  i n d i v i d u a l  c o r p o r a t e  i d e n t i t i e s  w e r e  
r e p l a c e d  w i t h  a n  a l l i a n c e  t e a m .  S e v e r a l  d e s c r i b e  
t h e  n a t u r e  o f  t h e  t e a m  a s  " a  d y n a m i c  t e a m  w i t h  a  
l i f e  o f  i t s  o w n " .  O t h e r s  w o u l d  s i m p l y  i n d i c a t e  " w e  
w o r k  f o r  t h e  a l l i a n c e "  a n d  w e  a r e  n o t  i n t e r e s t e d  
i n  t h e  f a c t  t h a t  a  c o l l e a g u e  c a m e  f r o m  a n o t h e r  
f i r m .  T h e  c u l t u r e  o f  t h e  t e a m  p u t  i n  p l a c e  a n d  
g e n e r a t e d  i n  t h e  r e l a t i o n s h i p  b u i l d i n g  p h a s e  o f  
t h e  a l l i a n c e  w a s  a n  i m p o r t a n t  a s p e c t  m o n i t o r e d  
t h r o u g h o u t  t h e  m a i n t e n a n c e  p h a s e .  I t  w a s  
e n h a n c e d  i n  t h r e e  a r e a s ;  t h e  t e a m ' s  i d e n t i t y ,  i t s  
r e l a t i o n s h i p s  a n d  p h y s i c a l  l o c a t i o n .  I n d i v i d u a l s  
f o u n d  t h a t  t h e y  w e r e  p r e p a r e d  t o  p u t  t h e  p r o j e c t  
a h e a d  o f  t h e i r  o w n  f i r m s '  i n t e r e s t s  a n d  t h i s  w a s  
s u p p o r t e d  b y  t h e  a l l i a n c e  l e a d e r s h i p  t e a m  ( A L  T ) .  
T h e  c u l t u r e  o f  t h e  A L  T  w a s  s u c h  t h a t  t h e  o v e r a l l  
t e a m  w a s  t r e a t e d  e q u a l l y  w i t h  r e g a r d  t o  
r e p r i m a n d s  a n d  a c c o l a d e s ;  t h e r e  w a s  n o  
e v i d e n c e  o f  b l a m e  i n  a n y  s i t u a t i o n .  I n d i v i d u a l s  
c a r e d  f o r  t h e  w e l l - b e i n g  o f  o n e  a n o t h e r  a n d  
" c r e a t e d  a  f e e l i n g  o f  e m p a t h y " .  P h y s i c a l  l o c a t i o n  
e n a b l e d  t h e  t e a m  t o  o p e r a t e  a s  a  " h y b r i d  
o r g a n i s a t i o n "  c o m m u n i c a t i n g  e f f e c t i v e l y  a n d  
s h a r e  i n f o r m a t i o n ;  k n o w l e d g e  w a s  c r e a t e d  a s  a  
c o n s e q u e n c e  a n d  i n d i v i d u a l s  c o l l a b o r a t e d  t o  
" t h i n k  o u t s i d e  t h e  s q u a r e "  a n d  p r o d u c t i v e l y  s o l v e  
p r o b l e m s .  
D I S C U S S I O N  I  C O N C L U S I O N S  
I t  i s  p r o p o s e d  t h a t  t h e  r e l a t i o n s h i p  d e v e l o p m e n t  
p r o c e s s  i s  c r u c i a l  t o  a  s u c c e s s f u l  r e l a t i o n s h i p  
c o n t r a c U  a l l i a n c e .  I t  i s  a l s o  a r g u e d  t h a t  t h e r e  i s  a  
r e c o g n i s a b l e  s t r u c t u r e  t o  R D  t h a t  i s  u n d e r p i n n e d  
w i t h  s p e c i f i c  a t t r i b u t e s ,  w h e t h e r  o r g a n i s a t i o n a l  o r  
i n d i v i d u a l .  T h e s e  a t t r i b u t e s  s h o u l d  b e  c o n s i d e r e d  
w h e n  m a n a g i n g  t h e  R D  p r o c e s s .  I t  i s  s u g g e s t e d  
t h a t  r e l a t i o n s h i p  b a s e d  p r o c u r e m e n t  i s  
d e p e n d e n t  u p o n  a n d  i s  r e i n f o r c e d  b y  j o i n t  
l e a r n i n g  f r o m  j o i n t  p r o b l e m - s o l v i n g  a c t i v i t i e s  
e s t a b l i s h e d  i n  t h e  r e l a t i o n s h i p  d e v e l o p m e n t  
w o r k s h o p s .  
I t  i s  a c c e p t e d  t h e r e  a r e  s o m e  d i f f e r e n c e s  
b e t w e e n  a  p u r e  ( t r a d i t i o n a l )  a l l i a n c e  m o d e l  a n d  
w h a t  h a s  b e c o m e  k n o w n  a s  a  T a r g e t  O u t t u r n  
C o s t  ( T O C )  o r  C o s t  C o m p e t i t i v e  A l l i a n c e .  T h e  
l a t t e r  i s  s a i d  t o  p r o v i d e  b e t t e r  c o s t  a n d  t i m e  
c e r t a i n t y  t o  p u b l i c  s e c t o r  c l i e n t s .  T h e  k e y  
e l e m e n t s  o f  t h e  p r o j e c t  d e l i v e r y  p h a s e  a r e  t h e  
s a m e  i n  b o t h  v a r i a n t s  a n d  r e p r e s e n t  s i m i l a r  r i s k  
p a t t e r n s  a n d  p r o j e c t  m a n a g e m e n t  s t r u c t u r e s  
( C o w a n  a n d  D a v i s  2 0 0 5 ) .  H o w e v e r  i t  i s  t h e  
t e n s i o n  a s s o c i a t e d  w i t h  d e l i v e r y  o f  p r i c e  w h e r e  a  
d e p a r t u r e  l i e s .  
I n  a  p u r e  a l l i a n c e  t h e  t e n s i o n  o c c u r s  b e t w e e n  t h e  
c l i e n t  a n d  a  s i n g l e  n o n - c l i e n t  c o n s o r t i u m  a f t e r  t h e  
p r e f e r r e d  c o n s o r t i u m  s e l e c t i o n  h a s  b e e n  m a d e  
a n d  w o r k  p r o c e e d s  t o  d e v e l o p  a  T O C .  I t  i s  s a i d  
t h a t  t h i s  c a n  l e a d  t o  t i m e  a n d  c o s t  u n c e r t a i n t y .  I n  
t h e  p r i v a t e  s e c t o r  t h i s  u n c e r t a i n t y  m a y  b e  
o v e r c o m e  b y  c o m m e r c i a l  d r i v e r s  a n d  b u s i n e s s  
h u r d l e s  t h a t  s t o p  a  p r o j e c t  f r o m  p r o c e e d i n g  i f  
d e t e r m i n e d  p a r a m e t e r s  a r e  e x c e e d e d .  I n  t h e  
p u b l i c  s e c t o r  a  b u s i n e s s  c a s e  m a y  d i c t a t e  t h a t  a  
p r o j e c t  i s  a l m o s t  c e r t a i n  t o  p r o c e e d ;  t h e r e  a r e  
s e v e r a l  e x a m p l e s  o f  t h i s  i n  A u s t r a l i a  ( C o w a n  a n d  
D a v i s  2 0 0 5 ) .  T h i s  a c t u a l i t y  m a y  i n s t i l  a  l a c k  o f  
c o n f i d e n c e  i n  t h e  c o m m e r c i a l i t y  o r  
T h e  A u s t r a l a s i a n  J o u r n a l  o f  C o n s t r u c t i o n  E c o n o m i c s  a n d  B u i l d i n g  [ V o l  7  ,  N o  2 1  4 1  
competitiveness of the TOC in a pure alliance 
scenario. 
Indeed it is suggested that a cost competitive 
selection process is regularly used to overcome 
a perception that unless there is market tension 
the target price will be inflated (Whiteley and 
Henneveld 2006). 
In the study, when asked about relationship 
maintenance associated with alliance projects, 
the respondents were positive. Essentially they 
believed that the selection process that included 
relationship development workshops added 
significantly to the benefits that they all accrued 
in the maintenance period. The benefits were not 
limited to process benefits but flowed into 
product or relationship benefits. The alliance 
development provided a context for building 
personnel connections; effectively a framework 
or scaffolding that supported the relationship 
based contract. The actual process of the 
relationship development! maintenance would 
provide value to the project. Often, however, 
value created in the process would not be 
conceptualised in a tangible way; through 
reporting for example. This failure caused 
several respondents, mainly clients, to underrate 
the value and presume that the relationship 
afforded little gain to the overall project. 
There were some difficulties for the respondents 
to articulate tangible benefits of RC. These 
difficulties manifest due to the fact that key 
principles of procurement, such as the term 
value for money, were not clearly defined in their 
minds. Without a clear definition the project 
managers were unable to articulate some 
benefits to their line managers. The process of 
alliance procurement is different enough from 
more traditional procurement approaches to 
warrant some articulation of VFM in its particular 
context. Tangible VFM (price) identified in the 
model may preclude less tangible but equal and 
mutually favourable VFM outcomes being set. 
Finally the benefits from the literature were 
wholly supported; for example Han (1993) and 
Wilson (1986) cite examples where relationships 
between long-term buyer-suppliers save 
inspection costs and consequently provide 
benefits in quality and reduced lead-in times. 
The primary benefits that all the respondents in 
the study spoke about were trust, commitment 
and the development of mutual goals that were 
engendered at an early opportunity and 
reinforced throughout the project maintenance 
stage. 
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